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MEMORANDUM FPOR: Acting Deputy Direetor (Administration)
SUBJECT: Projeot OQutline Formet for PRC Presentations
REFERENCE: Top Secret Document T8#477,22

1. The reference contains & Project Jutline Format which is pro-
poaed for compulsory Agency-wide usage in the submission of projects
for spproval. In connection with this proposal 1 would 1ike to suggest
certaln revisions thereon which would materlally contribute to:

a. The development of more effective and appropriate admin-
iatrative plens.

b.  The development of a sound basls for the final writeoff
of Agency disbursements in the form of asubsidy payments,

¢. The precise placement of primary operationsal responsi-

2. In the development of administrative plana, the kay factor as
to the need for a plan, the type of plan, and the specific provisions
in a plan 1s usually CONTHOL, By control we mean the degree to which
CIA ocen direct and secure compliance by the prineipals actually con-
ducting and supervising the substantive activity. Control is depend-
ent upon many factors and circumstances. Thes: range (rom intangible
items (such me the motivation, charscter and personslity of the prin-
oipals) to the more tangible circumstantial factor: (communications,
cover limitations, and security limitations). Neverthaless it 1is
these sontreol factore which practically diciate the type of administra-
tive rlan which is developed. lastly, CIA often undertakes activitles
wherein its control 1s initially extremely noml-al, but wherein its
long-range objective ls to obtaln effective control. In such instan~
ces the initlal administretive plan will refleet the absence of sffac-
tive control, but the plan should neverthelees lay the foundstion for
expansion of control by indicating the direction in which the plen
should be expanded as effactive operational control is developed., In
this connection the value of exploiting so-cazlled aduiniatrative
mechanies, such as financial re:urte and operating budgets, as s posi-
tive means of f{ostering operetlonal con : en proven again and 25¥X1A
again, A major 1llustration is projectm which was operation-
ally unmenageable until effective control provizions in an administra-
tive plan were gradually put into effect. ’f}» ¢

&
1% 4

Approved For Release 2001/07/28 : CIA-RDP78.04718A000100210026-1



Apvuved For Release 2001/07/28 : CIA-RDP78.04718A000100210026-1

25X1A

25X1A

3. For the above reasons, it 13 reccmrended that paragraph 2. of
the proposed project outline te expanded and more explicitly described
in order to establish the following polnts:

a. Control relationsbips with oroject princials. (Describe
personal factors of .aotivatlion, perscnality of project principsls, and
other factors, e.g. communicetions, cover limitations, v 'ch delimit
or clrcumscribe the initially esteblished degree of control,)

b, Lescribe the degree of conirol leiercined tu Le "alila’-
ly feanible, ual the degree of contrul towerd ~hich the Lgeney shouls
strive, 25X1A

4« The second wajor proposal for the revision of the Froject Out~
line concerns ctivities exclusiveiy. It 1g oovious that the
only substantiatlon the Agency can provide that 1tsm1mve
been provnerly and effectively expended is by avalus a1t &vall-
zble information that shows kow our zoney wes in tfacl experded.

Although some Tinanclsli data can usually be obieinesd, ‘his %z eesentiele

ly veeless excepting in terms of an sppraisel of substertlive jrogreos
and sccorplishmente.

5+ It seems imperative that the firancis) records of the Apercy,

reflecting the final writeuif of our -ants, be based ¢leaZB1A
and unaquivoenlly upon perlodic certilicatlion Ly tlie responsible
operating officel,

"that he has rovieved not only such financial reports aa

are obtalnable but elao specified zubetartive reports and

has determined that igency funds were properly snd effwot-

lvely expended ln the develonmzent and atiainnent of the

aprroved profect objectiven.”
For this reason I recommend that separate and spacific crovislon be
made in every Project Quiline for-giving the nature, type and
frequency of tion revorts to be rendered (from which reports
the responsible official will neke his evalus®tan and renier his certi-
ficetion of expenditure}., Such s requirement will not only remedy a
Bericus deficlency in Agency {isesl records but will slso result in
better controlled and better directsd -opentions. 25X1A

6. ¥y last recommendation 1s that the Project Outline cleerly
indicate the exact point (rield station or Headquartera) froz which
primary supervision and .irection will be exsrcissd., Although tha
covar caga of the nrorosed Project Outline indicstes the "Case Ofiicer,"
this term 1s generally used in referring t¢ the deadquarters officer,
who has only technical supervisory responsibilities. Often that case
officer 1s not the officiasl exercising immediate superviesion and
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direction over the rroject. (Thils is particularly true of overseas
projects.) I believe there has often been either confusion or eon-
flict as to vhether a Hesdquartera case officer ur a field Chief of
Station has primary responsibility for the direction of o specific
project, To eliminste any confusion on this point, I recormend that
there be spscific provision made for 1dentifying the actuel official
to be held responsible for the i{mwediate supervision, direction and
control of a project.

25X1A

DDA:EDE:m] (Eyhr 54)
1-DDA chrono

1-DDA subject Prosect-Misc.
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